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esearchers have ~p~nt
many years examining
the Japanese business
culture, but there is
limited empirical
evidence about the
personal values of
Japanese business managers. The
research of these authors confirms some previous conclusions,
but also might detect new attitudes in Japan at the dawn of the
21 s1 century.

R

A value has been described as" an
enduring belief that a specific mode of
conduct or end state of existence is personally and socially preferable to alternative modes of conduct or end states of
existence. III Values are deeply ingrained,
stable in nature, and a relativelypermanent part of a person's inner selU Business managers, either individually or
collectively, make decisions that are
influenced by their values. Thus, identifying and measuring the values of individual business managers may be useful
for understanding the basis for managers' decisions.
Studying the personal value systems
of managers is also important because
personal value systems influence" the
way in which a manager looks at other
individuals and groups of individuals,
the perception of individual and organizational success as well as their achievement; the limits for the determination of
what is and what is not ethical behavior
by a manager and the extent to which a
manager will accept or will resist organizational pressures and goals. 113 Because
there is limited empirical evidence about
the personal values of Japanese business
managers, we conducted a study to identify value types of mid- and senior-level
Japanese business managers.
Two survey instruments have been
primarily used for research studies of

values. Most studies have used the survey instrument designed by Milton
Rokeach that categorizes values as terminal or instrumental. 4 Other researchers
have used the M. Macoby instrument
which measures the perceptions of head
and heart trai ts. 5 Researchers Shalom
Schwartz and Lilach Sagiv presented a
theory about universals in the content of
individuals' values and derived ten motivationally distinct types of values, postulated to be recognized in all cultures. 6
Although the Rokeachinstrument calls
for ranking values, the other two instruments (MacobYi Schwartz and Sagiv)
obtain a measure of the importance of
the values measured. The Schwartz Values Questionnaire is currently the most
widely used instrument for measuring
personal values and it examines a greater
number of personal values than does the
Maco by instrumen t. 7
Although the Schwartz and Sagiv
study was a broad, cross-cultural examination of values, our study focuses on
value types of Japanese business managers. To date, we are not aware of any
studies that have used the Schwartz
instrument to measure values of Japanese managers. We used the Schwartz
and Sagiv instrument to develop a profile of value types among Japanese business managers.

Past Studies
Research studies ofthe Japanese culture
have been broad in scope and include:
theories of convergence, theories of divergence, the behavior of early Japanese
immigrants and their modern counterparts, the nation's historical roots, structural factors such as lifetime employment, social harmony, non -specialized
ment
career
paths, internallabormarkets,
caree~paths,
consensus decision-making and participative management. s However, there has
been limited empirical research about the

personal values of Japanese business
managers.
Three empirical studies are impor- .
tant benchmarks in our analysis of the
issue. Researchers George England and
Ryohji Koike surveyed l,500 managers
from l50Japanese companies in 1970."
The participants were first asked to rank
the importance (high, average, low) of
each concepti then, they were asked to
indicate the description (successful,
pleasant, right) that best represented the
meaning of the concept and to then indicate the description that least represented the meaning of the concept. The
Japanese business managers rated
Achievement, Creativity, Skill and Autonomy highest. Authority, Power, Obedience and Security were rated low.
Herman Schwind and Richard
Peterson in 1985 surveyed 200 Japanese
business managers who had graduated
from the Japanese Institute ofInternational Studics and Training 10-l2 years
earlier. 10 The survey instrument consisted of 23 questions that presented
bipolar terms and were related to values
that had been identified as key elements
of culture and management behavior in
large Japanese firms. Participants of the
study were asked to indicate the number,
using a seven-point scale, that best represented their personal values. Respondents of the study were in their late 30's,
had an average length of employment of
l6 years and were primarily general
managers (64 percent Ior assistants to the
general manager (24 percent).
Results of the study indicate that the
values of Japanese business managers are
generally consistent with the values
found in large Japanese firms. Respondents rated Security high and Achievement and Loyalty low. Three values of .
the managers were incongruent with the
values of large Japanese firms: relationships by free choice, free competition,
and internal values.
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Rebecca and Anthony Zikiye surveyed 200 middle managers and supervisors in 1993 who were employed by the
20 leading electronics firms in the Tokyo
metropolitan
m
etropolitan area. Their survey instrument was a modification of the Macoby
instrument and consisted of 38 items
pertaining to Macoby's head and heart
h eart
traits.
traits . They developed a model of Japanese values by using principal components factor analysis to reduce 76 head/
heart intercorrelations to seven factors .
factors, Confucianism and
Of those factors,
Amayasaku
(Generosity,
Amayasa
ku (Generosi
ty, Friendliness
and Compassion) were the two highestrated, and Honesty was rated fourth
fourth..
Tolerance was rated high and Loyalty,
Autonomy, Flexibility and Honesty were
rated low.

Figure Two
Demographic Data on Japanese Business Managers
o f Company
Type of
Bank
Education
Engineering and Plant Construction
Food Trading - Import and Domestic

Sex:

Housing/Real Estate
Manufacturing
• Computers
• Refining

Males Females
44
1

Age: 35-39 40-44 45-49 50-54 55-59 No Resp.
2
9
10
14
9
1

Mean
46.6 yrs.
yrs. of age

Figure One
Value Types
Schwartz and Sagiv Study
Achievement: Personal success through demonstrating competence according to
social standards. (Successful, Capable, Ambitious, Influential)
Benevolence: Preservation and enhancement of the welfare of people with whom
one is in frequent personal contact. (Helpful, Honest, Forgiving, Loyal, Responsible)
Conformity : Restraint of actions, inclinations, and impulses likely to upset or harm
Conformity:
others and violate social expectations or norms. (Politeness, Obedient, SelfDiscipline, Honoring Parents and Elders)
Hedonism : Pleasure and sensuous gratification for oneself. (Pleasure, Enjoying
Hedonism:
Life)
Power: Social status and prestige, control or dominance over people and resources .
(Social Power, Authority, Wealth).
Secu rity: Safety, harmony and stability of society, of relationships, and of self.
self.
Security:
(Family Security, National Security, Social Order, Clean, Reciprocation of Favors)
Self-Direction: Independent thought and action-choosing, creating, exploring.
(Creativity, Freedom, Independent, Curious, Choosing Own Goals)

Stimulation: Excitement, novelty, and challenge of life. (Daring, A Varied Life, and
Exciting Life)
Tradition: Respect, commitment, and acceptance of the customs and ideas that
traditional culture or religion impose of the self. (Humble, Accepting My Part in
Life, Devout, Respect for Tradition, Moderate)
Universalism: Understanding, appreciation, tolerance and protection for the welfare of all people and for nature. (Broadminded, Wisdom, Social Justice, Equality,
a World at Peace, a World of Beauty, Unity with Nature, Protecting the Environment)

Our Study
The Schwartz questionnaire, developed
m ul ticultural research, is curren tl
for multicultural
tlyy
the most widely used instrument for
remeasuring personal values. It asks respondents to rate each of 56 single values
as a guiding principle in their lives using
a scale ranging from -1 (opposed to my
values)) to 7 (of supreme importance).
values
Using the 56 individual values, Schwartz
and Sagiv grouped the individual values
into tten
en value types. Validation studies
by Schwartz about various culture
groups in numerous countries provide
support for the universal existence of the
10value types. Figure One presents the
value types along with a definition of
each type
t ype and the specific values that
comprise each type.
We distributed the instrument to 45
Japanese mid- and senior-level managers
in Tokyo. Because the Japanese culture
makes it difficult for a subordinate ttoo
turn down his boss' request, even if the
request is personal, the response rate was
100 percent. Figure Two presen ts demographic information about the participarticipants of the study.

Results and Analysis
Table One shows the
therankings
ran kings (impor(impor·
tance mean scores) of the 56 values by
the participants of the study (in descendmean
score), the frequ
frequency
ing order by m
ean scoreL
ency
""--1.0"
myy values)
l.0" responses (opposed to m
(supremee
and the frequency of "7.0" (suprem
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importance) responses.
The highest three single values of
Japanese managers were Healthy, Family Security, and A World At Peace.
These three values were very important
to the participants as evidenced by the
fact that the mean score for each value
exceeded 5. Their primary focus is to be
healthy, physically and mentally, followed by their concern for the safety of
their loved ones. They also desire a
world that is free of war and conflict.
The bottom three (54th to 56th) values were Preserving Public Image, Authority, and Detachment. Japanese business managers considered these val ues
to be of low importance as the mean
scores were 2.0 and below. Because A
World At Peace and National Securi ty
were very important values, it is not
surprising that detachmentfrom
worldly concerns was not considered
important. Our findings show that these
managers have little interest in leadership opportunities or command (authority) or in saving face.
Table Two presents the results for the
ten value types. Security, Self-Direction,
Universalism, and Hedonism were the
top four value types. Japanese business
managers are primarily concerned with
safety, harmony and stability for themselves, their relationships and society.
They are also independent, creative, and
curious. They seek freedom and they
want to choose their own goals. They
are understanding and tolerant, and
they are concerned about the welfare of
all people and nature. In addition, they
seek pleasure and self-gratification.
Tradi tion and Power were the bottom two value types, indicating that
respect for tradition and acceptance of
the customs and ideas that traditional
culture or religion imposed on them are
not important values. These Japanese
business managers also place little importance on social status, prestige,
wealth, and control over other people or
resources.
Additional insight concerning the
personal values of Japanese business can
be derived by comparing the results of
the three studies discussed earlier and
the results of this study. Table Three
presents a comparison of the rankings of
values common to those three studies
and our study.
There was only one value common
to all four studies-loyalty. In each of
the four studies, loyalty was not an

important value.
Six values (Achievement, Autonomy, Change, Honesty, Security,
Tolerance) were common to three of the
four studies. Honesty is the only value
w here the results were the same for all
three studies. Honesty was not an importantvalue.
The results for the other five values
are mixed. For each of these four values,
the findings of two of the three studies
are consistent. Achievement, Autonomy,
Security, and Tolerance were veryimportant in two studies and low in the
other study. Change was low in two
studies and moderate in the other study.
Thirteen values (Creativity, Skill,
Ambition, Social Welfare, Authority,
Power, Equality, Religion, Money, Conformity, Obedience, Leisure) were common to our study and the England and
Koike study. There are four values (Social Welfare, Equality, Conformity, Leisure) where the results of the two studies
differ. Our study found equality was an
important value while England and
Koike concluded this value was not important. In addition, our study found
Social Welfare, Conformity, and Leisure
were of moderate importance while
England and Koike concluded these
values were not important.

Summing Up
The purpose of our study was to examine the personal values of Japanese business managers. Previous research that
examined personal values of Japanese
business managers was reviewed and a
study of mid- to senior-level Japanese
business managers in Tokyo was conducted to extend that research. This
study used a multinationalresearch
instrument, consisting of fifty -six personal values, to derive ten value types.
We found that the three most important values ofJapanese business managers in our study are Health, Family Security, and World Peace while the three
least important values are Preserving
Public Image, Authority and Detachment. Self-direction, security and hedonism were the three highest-rated value
types while Power (last) and Tradition
(next to last) were the two lowest-rated
value types.
This study also shows that previous
research has not always examined the
same values since different instruments
have been used. There was only one
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Table One
Mean Importance Score of Personal Values

Healthy
Family Security
A World at Peace
Freedom
Pleasure
Responsible
National Security
Equality
Inner Harmony
Independent
Capable
Social Order
Creativity
Choosing Own Goals
Broadminded
Wisdom
Protecting the Environment
True Friendship
Intelligent
Meaning in Life
Ambitious
Curious
Successful
Self-Respect
A Spiritual Life
Reciprocation of Favors
Social Justice
Mature Love
Self-Discipline
Honest
Enjoying Life
Daring
Humble
Politeness
Clean
Unity With Nature
Social Recognition
A World of Beauty
Moderate
An Exci ting Life
A Respect for Tradition
Helpful
Social Power
Sense of Belonging
Forgiving
Loyal
Wealth
Influential
Honoring Parents and Elders
A Varied Life
Obedient
Devout
Accepting Portion in Life
Preserving Public Image
Authority
Detachment

Mean
5.795
5.644
5.1 56
5.156
4.822
4.733
4.682
4.578
4.556
4.556
4.432
4.432
4.422
4.422
4.386
4.364
4.333
4.318
4.311
4.250
4.227
4.205
4.205
4.023
4.000
4.CXXl
3.956
3.956
3.933
3.886
3.844
3.841
3.773
3.750
3.727
3.705
3.705
3.622
3.578
3.578
3.568
3.545
3.400

3.250
3.244
3.244
3.227
3.159
3.133
3.068
3.068
3.022
2.818
2.523
2.477
2.023
1.911
1.089

Opposed

Supreme
Importance
18
19
15
8
4
4
6
3
3
3
1
3
3
4
1
2
2
1
1
3
1
3
4
1
4
3

1
1

1
1
5
3
8
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Table Two
Value Types of Japanese Managers
Mean Importance Scores

I

~

!

Security - (Safety, harmony, and stability of society, of relationships and of self)

4.473

Self-Direction - (Independent thought and action-choosing , creating, exploring)
Sell-Direction

4.459

Universalism - (Understanding
(Understanding,, appreciation , tolerance and protection for the welfare
of
people and for nature)
01 all people

4.230

Hedonism - (Pleasure and sensuous gratification for oneself)

4.227

Achievement - (Personal success through demonstrating competence according
to social standards)

3.932

Benevolence - (Preservation and enhancement of the welfare of people with whom
one is in frequent contact)

3.632

Stimulation - (Excitement,
(Excitement, novelty, and challenge of life)

3.496

Conformity - (Restraint of actions,
actions, inclinations,
inclinations, and impulses likely to upset or harm
others and violate social expectations or norms)

3.390

Tradition - (Respect, commitment, and acceptance of
01 the customs and ideas that traditional
culture or religion impose on the self)

3.141

Power - (Social status and prestige, control domnance over people and resources)

2.763

Table Three
Studies on Values of Japanese Managers
How Specific Values Were Rated by Respondents
Value

England and
Koike
Koike

Giacomin , Akers
Giacomin,
and Fujita

Schwind
andPeterson

Achievement
Creativity
Skill
Autonomy
Ambition
Change
Honesty
Social Welfare
Loyalty
Authority
Power
Equality
Religion
Security
Money
Tolerance
Conformity
Obedience
Leisure

Highest
Highest
Highest
Highest
Moderate
Moderate
Low (Trust)
Low
Low
Minimal
Minimal
Minimal
Minimal
Minimal
Minimal
Minimal
Minimal
Minimal
Minimal

Very High
Very High
High (Capable)
High
High to Moderate
Low (A Varied Life)
Low
Low to Moderate
Moderate to High (Benevolence)
Low
Very Low
Very Low
Low
Very High
Very Low (Devout)
Very High
Low (Wealth)
High (Broadminded)
Moderate
Very Low
Moderate (Enjoying Life)

Low

Zikiye
and Kikiye

Low
Low (Flexibility)
Low
Low

Low
Low

High
High (Open-minded)
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value-Ioyalty-that was common to our
study and each of the three prior studies
examined. In all four studies, the value
was not important.
There were, however, several values
common to our study and to either one
ortwo of the other studies. We identified
eight values (Achievement, Autonomy,
Security, Tolerance, Social Welfare,
Equality, Conformity, Leisure) in which
our results differ from those of other
studies on values.
Because the Schwartz instrument is
designed for multinational research, we
recommend this instrument for future
studies of Japanese business managers in
order to enhance the comparability of
research results. Future research could
include an examination ofthe personal

values of younger Japanese managers, a
comparison of the personal values of
Japanese business students and business
managers, a comparison of the personal
values ofJapanese business students and
U.S. business students anda comparison
of the personal values of Japanese and
U.S. business managers. Such research
would enhance our unders tanding of the
similarities and differences of the values
ofJapanese and U.S. students and business managers. It would also reveal
additional changing attitudes among
Japanese workers .•
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